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September  30,  2005 


Honorable  Aaron  Peskin,  President  of  the  Board  of  Supervisors, 
and  Members  of  the  Board  of  Supervisors 
City  and  County  of  San  Francisco 
City  Hall,  Room  244 
1 Dr.  Carlton  B.  Goodlett  Place 
San  Francisco,  CA  94102 


Dear  President  Peskin  and  Members  of  the  Board  of  Supervisors: 

San  Francisco  voters  approved  Proposition  H in  March  of  2004  which  amended  the  San 
Francisco  Charter  and  established  the  Public  Education  Enrichment  Fund  to  augment  the 
funding  for  the  San  Francisco  Unified  School  District  (SFUSD)  and  the  Children  and 
Families  First  Commission\  San  Francisco  Charter  Section  16.123  requires  that  one- 
third  of  the  funding  be  allocated  to  each  of  the  following; 

• Arts,  music,  sports  and  library  programs, 

• Universal  access  to  preschool,  and 

• General  education. 

Funding  requirements  are  mandated  to  increase  annually  over  a five-year  period  from 
$10.0  million  in  FY  2005-2006  to  $60.0  million  in  FY  2009-2010.  Funding  would  then 
stabilize  at  $60.0  million,  adjusted  for  any  changes  in  the  City's  discretionary  General 
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^ The  Children  and  Families  First  Commission  is  one  of  the  statewide  First  5 California  agencies 
established  to  promote,  support  and  improve  early  childhood  development  through  coordinated  resources 
and  programs  that  enphasize  family  support,  parent  education,  early  care  and  education,  and  health  care. 
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Fund  revenues,  through  FY  2014-2015,  at  which  time  Charter  Section  16.123  expires 
unless  extended  by  the  voters. 

The  following  report  by  the  Budget  Analyst  was  prepared  pursuant  to  San  Francisco 
Charter  Section  16.123-7,  which  directs  the  Budget  Analyst  and  the  Controller  to  prepare 
and  submit,  recommended  budget  reductions  or  revenue  increases  to  the  Board  of 
Supervisors  no  later  than  October  1 of  each  year  to  fund  the  Public  Education  Enrichment 
Fund  in  the  subsequent  fiscal  year.  For  FY  2006-2007,  funding  of  the  Public  Education 
Enrichment  Fund  is  mandated  by  the  Charter  to  be  $20.0  million.  During  the  FY  2005- 
2006  budget  deliberations  in  July  of  2005,  the  Board  of  Supervisors  appropriated  $13.3 
million  of  the  $20.0  million  requirement  for  FY  2006-2007  in  advance  for  the  SFUSD  in 
the  FY  2005-2006  budget,  due  to  a one-time  receipt  of  additional  State  funding.  This 
$13.3  million  has  been  reserved  until  such  time  as  a spending  plan  is  developed  by  the 
SFUSD  and  approved  by  the  Board  of  Supervisors.  However,  $1.1  million  of  the  $13.3 
million  reserve  was  released  by  the  Board  of  Supervisors  Budget  and  Finance  Committee 
on  September  15,  2005  for  expenditure  in  FY  2005-2006.  According  to  Nancy  Waymack 
of  SFUSD,  SFUSD  anticipates  developing  the  spending  plan  for  the  remaining  $12.2 
million  ($13.3  million  less  $1.1  milhon)  during  the  next  few  months  for  expenditure  in 
FY  2006-2007.  The  remaining  funding  requirement  for  FY  2006-2007  is  $6.7  million 
($20.0  million  required  less  $13.3  million  previously  appropriated  in  FY  2005-2006  to 
SFUSD).  The  $6.7  million  is  required  to  be  allocated  to  tlie  Children  and  Families  First 
Commission  for  universal  access  to  preschool^. 

This  report  identifies  potential  General  Fund  budget  reductions  of  approximately 
$5,889,052  and  general  discretionary  revenue  increases  of  a minimum  of  $777,615  to 
fund  the  remaining  FY  2006-2007  Public  Education  Enrichment  Fund  funding 
requirement  of  $6.7  million  due  to  the  Children  and  Families  First  Commission  for  a 
universal  preschool  program. 


Recommended  General  Fund  Budget  Reductions 

Recommended  Reductions  identified  during  the  FY  2005-2006  budget  process 

The  following  recommendations  were  identified  by  the  Budget  Analyst  during  the  Board 
of  Supervisors  Budget  and  Finance  Committee  FY  2005-2006  budget  review  process. 
These  recommendations,  which  total  $1,770,099,  were  not  approved  by  the  Board  of 
Supervisors.  Therefore,  the  Budget  Analyst  considers  these  recommendations  to  be  a 


* Charier  Section  16-123-4  defines  universal  access  to  preschool  as  the  opportunity  for  all  four-year  old 
children  who  are  residents  of  the  City  to  attend  preschool. 
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policy  matter  for  the  Board  of  Supervisors.  Detailed  explanations 
recommendation  are  provided  in  Attachment  I to  this  report. 

Fire  Department 

Eliminate  one  H-40  A Battalion  Chief  position  (4.20  FTEs)  in  FY  2006- 
2007  for  total  annual  salary  savings,  including  premium  and  overtime  pay, 
of  approximately  $563,060  and  fringe  benefit  savings  of  approximately 
$108,852  due  to  insufficient  operational  needs. 

District  .Attorney’ 

Eliniinate  four  new  8177  Attorney  positions  and  one  8135  Chief  Assistant 
District  Attorney's  Investigator  position  added  in  FY  2005-2006  to  support 
new  initiatives  in  the  District  Attorney's  Office  for  total  annual  salary 
savings  of  approximately  $527,199  and  fringe  benefit  savings  of 
approximately  $156,578. 

City  Planning 

Eliminate  two  5291  Planner  III  positions  added  in  FY  2005-2006  for  total 
annual  salary  savings  of  approximately  $165,312  and  fringe  benefit 
savings  of  approximately  $49,098  because  the  Department  has  not 
completed  a fee  study  to  cover  these  costs  and  has  existing  vacant  Planner 
positions. 

Superior  Court 

Reduce  appropriations  for  the  Indigent  Defense  Program  because  referrals, 
billings  and  caseload  have  decreased  and  the  billing  backlog  has  been 
eliminated.  Additionally,  the  Board  of  Supervisors  approved  an  increased 
allocation  of  $381,843  for  Public  Defender  staffing  as  part  of  the 
recommended  addbacks  to  the  FY  2005-2006  budget. 


Total 


Other  identified  budget  reductions 

Overtime  Reductions 

The  Budget  Analyst  conducted  a review  of  absenteeism  in  the  Spring  of 
2005  of  four  public  safety  departments,  including  Juvenile  Probation,  Fire, 
Police,  and  Sheriff.  The  Budget  Analyst's  review  determined  that 
improvements  in  sick  leave  and  workers'  compensation  leave  management 
practices  could  reduce  overtime  expenditures  between  three  percent  and 
ten  percent.  This  Summary  of  Absenteeism  Analysis  prepared  by  the 
Budget  Analyst  is  included  as  Attachment  II  to  this  report.  While  10 
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percent  of  the  overtime  budgets  for  these  four  City  departments  has  been 
reserved  in  FY  2005-2006,  there  have  been  no  reductions  in 
appropriations  to  date.  Thus,  if  these  four  City  departments  implement  the 
recommendations  pertaining  to  leave  management  practices  in  FY  2005- 
2006,  a conser\’ative  estimate  is  that  savings  in  annual  overtime  costs 
should  be  at  least  three  percent  in  FY  2006-2007,  as  follows: 


Juvenile  Probation  S30,704 

Fire  225,571 

Police  336,000 

Sheriff  112,558 


Total  Estimated  Savings  $704,833 


Further,  each  additional  1.0  percent  decrease  in  overtime  payments  would 
result  in  an  additional  $234,944  in  General  Fund  savings. 

Health  and  Dental  Benefits  to  Commissioners 

One  employee  suggestion  during  the  FY  2005-2006  budget  was  to  review 
the  cost  of  proving  health  benefits  for  members  of  City  boards  and 
commissions.  Section  16.700  of  the  City’s  Administrative  Code  pro\ddes 
that  members  of  City  boards  and  commissions  during  their  time  in  service, 
are  eligible  to  participate  in  the  City’s  Health  Service  System.  The  City’s 
Health  Service  System  currently  provides  the  choice  of  four  health  plans 
(City  Health  Plan,  Kaiser  Foundation,  Health  Net  and  Blue  Shield)  and 
three  dental  plans  (Delta  Dental,  PMI  Dental  and  Pacific  Union). 

Under  Section  16.701,  the  City  subsidizes  the  coverage  of  eligible 
members  of  City  boards  and  commissions  and,  as  a result,  members  of 
City  boards  and  commissions  can  participate  in  these  health  and  dental 
plans,  with  the  costs  for  the  member  ranging  fi"om  zero  to  $89.28  per 
month,  depending  on  the  selected  plans.  Under  the  Administrative  Code, 
the  City  provides  no  subsidy  for  dependents  of  eligible  Commissioners 
and  Board  Members.  The  City  pays  between  $325.00  per  month  and 
$508.95  per  month,  depending  on  the  selected  plan,  for  health  benefits  and 
$63.34  per  month  for  dental  benefits  for  each  enrolled  member. 

The  City  incurs  costs  of  approximately  $340,000  annually,  based  on  a 
recent  review  of  all  members  of  City  boards  and  commissions  that  are 
enrolled  in  the  City’s  health  and  dental  plans.  Approximately  $202,824  or 
approximately  60  percent  of  these  costs  are  General  Fund  revenues.  The 
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Board  of  Supervisors  could  amend  the  City’s  Administrative  Code  to 
delete  these  provisions  and  direct  the  General  Fund  savings  of  $202,824 
for  Proposition  H services. 

Duplication  of  Health  Benefits/Health  Benefits  to  City-employed  spouses 
and  partners 

I Currently,  City  employees  that  ai*e  married  to  other  City  employees  or 

j domestic  partners  of  other  City  employees  can  receive  duplicative  health 

I and  dental  benefits,  at  additional  annual  costs  to  the  City.  In  these  cases, 

i the  City  is  pacing  the  required  Charter  rate  for  each  employee  and  the 

Ij  applicable  negotiated  rate  for  each  covered  dependent.  Based  on  data 

provided  by  Mr.  Jefifiey  Hildebrant  of  the  Health  Service  System,  the  City 
I currently  has  approximately  400  spousal  and  domestic  partner  couples 

■ who  work  for  the  City  and  have  elected  to  cover  each  other  under  their 

ij  City  medical  and/or  dental  plans.  If  such  duplicative  coverage  were 

;l  disallowed,  Mr.  Hildebrant  estimates  that  the  potential  cost  savings  for  the 

i City  would  be  approximately  $775,000  amiually. 

! In  addition  to  a spouse  or  domestic  partner,  some  City  employees  also 

cover  dependent  children  under  two  medical  and/or  dental  plans.  Mr. 
Hildebrant  estimates  that  if  such  duplicative  coverage  for  multiple 
' dependents  were  also  disallowed,  the  annual  savings  to  the  City  could 

exceed  $1,000,000  per  year,  when  added  together  with  the  savings  of 
$775,000  discussed  above.  If  the  savings  were  allocated  based  on  overall 
Health  Service  System  enrollee  distribution  between  General  Fund  and 
non-General  Fund  departments,  the  General  Fund  annual  savings  would  be 
''  approximately  $527,851  and  the  non-General  Fund  savings  would  be 

‘ approximately  $472,149. 

|.  The  Budget  Analyst  notes  that,  as  part  of  the  current  Health  Service 

I System  review  of  rules  and  policies,  the  Health  Service  Board  has  already 

scheduled  and  will  be  considering  at  the  October  25  meeting  of  its  Rules 
Committee  a rule  change  that  will  eliminate  all  such  duplicative  coverage 
and,  if  passed,  effect  the  cost  savings  noted  above.  These  changes  would 
be  implemented  in  connection  with  the  next  open  enrollment  process  for 
the  2006-2007  Plan  Year. 

Reduction  in  Premium  Pay 

Premium  pay  for  City  employees  is  a costly  component  of  the  City's 
salaries  and  wages  annual  budget,  totaling  approximately  $73.1  million  in 
FY  2005-2006,  which  is  an  increase  of  $9.6  million  or  15.1  percent  over 
the  FY  2004-2005  budgeted  amount  of  $63.5  million.  In  the  past  eight 
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vears,  budgeted  premium  pay  has  increased  by  $45.1  million  or  160.8 
percent  tom  $28.0  million  in  FY  1998-1999  to  the  FY  2005-2006 
budgeted  amount  of  $73.1  million  or  an  average  of  23.0  percent  a year.  At 
the  same  time,  permanent  salaries  have  increased  35.3  percent  or  an 
average  of  5.0  percent  a year  and  funded  positions  have  increased  2.3 
percent  or  an  average  of  0.3  percent  a year.  Thus,  the  increase  in  premium 
pay  has  significantly  outpaced  City  employment  and  permanent  salary 
increases,  resulting  in  distortions  to  the  actual  cost  of  specific  job 
classifications  and  functions  and  a lack  of  transparency  necessary  for 
budgetar>'  control  and  review.  Indeed,  actual  premium  pay  expenditures 
in  FY''  2003-2004  of  $69.4  million  were  $10.2  million  or  17.2  percent  in 
excess  of  the  FY  2003-2004  budgeted  premium  pay  of  $59.2  million. 

Because  39  labor  contracts  are  up  for  negotiation  in  FY  2005-2006, 
premium  pay  should  be  thoroughly  evaluated  in  preparation  for  the 
negotiation  process  by  the  Department  of  Human  Resources,  in 
coordination  with  the  Controller's  Office,  with  the  intention  of  reducing 
premium  pay  categories  that  are  superfluous,  excessive,  or  ambiguous. 
The  Budget  Analyst  acknowledges  that  a reduction  in  premium  pay  may 
require  some  offsetting  increases  in  negotiated  salaries.  However,  the 
intent  of  this  recommendation  is  to  reduce  overall  City  costs. 

Additionally,  premium  pay  categories  may  be  abused  in  the 
implementation.  Because  City  departments  exercise  significant  discretion 
over  how  and  when  premiums  are  paid  based  on  work  assignments, 
scheduling  and  other  management  controls,  premium  pay  can  also  be  more 
effectively  contained  at  the  department  level.  In  fact,  the  Budget  Analyst 
has  identified  abuses  in  the  application  of  premium  pay  in  past 
management  audits.  Most  recently,  in  the  Management  Audit  of  the  San 
Francisco  Public  Utilities  Commission  - Hetch  Hetchy  Enterprise  Fund 
conducted  in  FY  2004-2005,  the  Budget  Analyst  identified  a case  where 
department  management  was  inappropriately  assigning  staff  to  maximize 
supervisory  differential  pay  resulting  in  $16,000  to  $17,000  in  increased 
pay  annually  per  position  for  three  positions.  Thus,  the  Board  of 
Supervisors  may  consider  requesting  the  City  Services  Auditor  to 
specifically  review  departmental  use  of  premium  pay. 

The  Budget  Analyst  is  recommending  that  the  Board  of  Super\dsors 
consider  reducing  premium  pay  in  FY  2006-2007  by  five  percent  or 
$3,654,277.  This  recommendation  would  provide  $69,431,264  for 
premium  pay  in  FY  2006-2007,  which  is  still  a $5,937,482  or  9.4  percent 
increase  over  the  FY  2004-2005  budgeted  amount  of  $63,493,782.  Based 
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on  total  premium  pay  budgeted  in  the  General  Fund  and  all  City  funds  as 
reported  by  the  Controller's  Office,  the  General  Fund  component  of  a 
premium  pay  reduction  would  approximate  $2,683,445  and  the  non- 
General  Fund  component  would  approximate  $970,832^. 

Further,  each  additional  1 .0  percent  decrease  in  premium  pay  would  result 

in  an  additional  $536,689  in  General  Fund  savings.  $2,683,445 

Total  $5,889,052 


Total  Identified  General  Fund  Budget  Reductions  and  Revenue 
Increases 

The  recommended  General  Fund  budget  reductions  detailed  above  total  $5,889,052, 
which  is  $777,615  less  than  the  funding  requirement  of  $6,666,667  ($6.7  million)  for  FY 
2006-2007.  Additional  General  Fund  budget  reductions  can  be  reviewed  by  the  Budget 
Analyst  at  the  direction  of  the  Board  of  Supervisors. 

Further,  the  Board  of  Supervisors  should  consider  that  general  discretionary  revenue 
sources,  such  as  Property  Taxes,  Sales  Taxes,  and  Business  Taxes,  typically  increase 
annually  and  that  the  economic  and  financial  outlook  of  the  City  for  FY  2006-2007 
appears  to  be  positive.  Thus,  it  is  anticipated  that  the  City  can  expect  growth  in  its 
general  discretionary  revenues  in  FY  2006-2007  and  these  revenues  could  be  reasonably 
expected  to  cover  the  remaining  funding  requirement  of  $777,615. 

For  example,  the  Three-Year  General  Fund  Budget  Projection  report  issued  jointly  by  the 
Mayor,  Controller,  and  Budget  Analyst  in  March  of  2005  projected  such  general 
discretionary  revenues  to  increase  6.3  percent  or  $85.3  million  in  FY  2006-2007. 
Property  Tax  revenues  are  the  largest  component  of  general  discretionary  revenues  and 
are  projected  to  increase  7.7  percent  or  $52.5  million.  However,  the  report  also  projected 
a greater  increase  in  General  Fund  expenditures,  including  the  necessary  funding  for 
Proposition  H requirements,  resulting  in  a General  Fund  revenue  shortfall  of  an  estimated 
$120.6  million  in  FY  2006-2007. 


^ Not  all  premium  pay  budgeted  in  the  General  Fund  is  funded  by  general  discretionary  revenues,  such  as 
the  skilled  nursing  facility  pass  through  which  is  paid  by  the  State  to  City  employees,  including  those  in 
General  Fund  departments,  assigned  to  a skilled  nursing  facihty.  Conversely,  premium  pay  budgeted  in 
funds  other  than  the  General  Fund,  such  as  the  Telecommunications  and  Information  Fund,  may  be 
ultimately  paid  by  general  discretionary  revenues  through  interdepartmental  charges.  Thus,  a total  five 
percent  overall  reduction  in  premium  pay  should  be  obtainable,  given  that  (a)  labor  negotiations  will  occur 
in  FY  2005-2006,  (b)  management's  discretion  with  which  premiums  are  applied,  and  (c)  the  significant 
budget  increases  over  the  past  seven  years. 
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Subsequently,  the  Controller’s  nine-month  report  resulted  in  an  increase  of  $45.3  million 
in  year-end  fund  balance  available  at  the  close  of  FY  2004-2005.  Of  this  amount, 
Property  Tax  revenues  accounted  for  $15.7  million  of  the  improved  fund  balance 
projection.  Further,  the  Controller  now  estimates  tliat  the  final  Property  Tax  revenues  for 
FY  2004-2005  has  increased  by  an  additional  $2.3  million,  or  $18.0  milhon  more  than 
was  assumed  in  the  Three-Year  General  Fund  Budget  Projection  report. 

Based  on  grov^lh  rates  assumed  for  FY  2005-2006  and  FY  2006-2007,  the  increase  in 
Property  Tax  revenues  alone  would  reduce  the  projected  FY  2006-2007  revenue  shortfall 
by  S20.1  million,  from  $120.6  million  to  $100.5  million.  Improvements  in  other  key 
General  Fund  revenue  sources  can  likewise  be  expected  to  assist  in  funding  the  FY  2006- 
2007  shortfall  which,  as  noted  above,  has  taken  into  account  to  fund  the  Proposition  H 
requirements. 

Given  these  economic,  financial  and  budgetary  trends,  the  Board  of  Supervisors  can 
request  that  anticipated  General  Fund  discretionary  revenue  growth  overall  or  from 
specific  revenue  sources  be  used  to  fund  Proposition  H requirements  in  FY  2006-2007 
prior  to  funding  new  discretionary'  programs  or  discretionary  one-time  needs. 


In-Kind  Contributions 

Proposition  H Charter  provisions  allow  the  City  to  fund  the  general  education  component 
by  proNiding  in-kind  services  directly  to  the  SFUSD  in  an  amount  up  to  one-third  of  the 
annual  required  funding  level.  The  Charter  provides  a timeline  to  facilitate  the 
development  of  proposals  for  in-kind  services  by  specifying  that: 

• SFUSD  submit  to  the  Board  of  Supervisors  specific  proposals  for  in-kind  services 
within  six  months  of  the  effective  date  of  Proposition  H,  and 

• Board  of  Supervisors  transmit  the  SFUSD  proposals  to  City  departments  and  City 
departments  report  back  on  any  proposals  to  provide  in-kind  services  within  nine 
months  of  the  effective  date  of  Proposition  H. 

According  to  Miguel  Marquez  of  the  City  Attorney's  Office,  the  effective  date  of 
Proposition  H was  April  30,  2004^.  The  SFUSD  provided  a two-page  letter  to  the  Board 
of  Supervisors  dated  November  1 , 2004,  which  provided  a limited  listing  of  potential  in- 
kind  services.  Indeed,  this  letter  from  the  Superintendent  notes  that  the  SFUSD  prefers 
direct  financial  support  to  in-kind  services  and  notes  that  the  efficacy  of  in-kind  ser\dces 


* The  cfTcclivc  date  per  the  San  Francisco  Elections  Code  Section  380  is  the  date  the  Secretary  of  State 
receives  and  files  election  results. 
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should  be  a consideration.  Based  on  the  initial  two-page  letter  from  the  SFUSD 
Superintendent  which  is  attached  to  this  report  as  Attachment  III,  the  proposals  for  in- 
kind  services  from  six  City  departments  managed  to  be  either  too  broad  or  too  limited  in 
scope  to  be  constructive  and  were  not  sufficient  to  assist  the  City  in  developing  an  array 
of  potential  in-kind  services  that  would  meet  SFUSD  needs. 

There  was  no  formal  hearing  or  report  back  to  the  Board  of  Supervisors  by  City 
departments  on  these  or  any  other  potential  in-kind  services  that  could  be  provided  to 
SFUSD.  Thus,  for  funding  in  FY  2005-2006,  the  development  of  potential  in-kind 
services  was  an  informal  process  occurring  between  SFUSD,  the  Mayor's  Budget  Office, 
and  affected  City  departments.  After  evaluation  of  the  informal  proposals,  the  Mayor 
opted  to  fimd  the  FY  2005-2006  $10.0  million  funding  requirement  with  direct  financial 
support  rather  than  any  in-kind  services.  However,  the  Board  of  Supervisors  requested 
that  in-kind  auditing  services  provided  by  the  Controller's  Office  in  the  amount  of 
$102,972  be  included  in  SFUSD's  spending  plan. 

With  the  annual  funding  requirement  increasing  from  $10.0  million  in  FY  2005-2006  to 
approximately  $60.0  million  m FY  2009-2010,  it  will  become  increasingly  important  to 
more  seriously  consider  and  formally  evaluate  in-kind  services  in  order  to  ease  the 
financial  burden  of  Proposition  H on  the  City.  The  Charter  does  not  limit  or  restrict  the 
types  of  in-kind  services  and  there  are  many  potential  opportunities  to  leverage  existing 
City  resources. 

Accordingly,  the  Budget  Analyst  recommends  that  the  Board  of  Supervisors  request 
SFUSD  to  formally  develop  a comprehensive  set  of  potential  in-kind  services  during  FY 
2005-2006^.  These  proposals  for  in-kind  services  should  be  submitted  to  the  Board  of 
Supervisors  by  SFUSD  no  later  than  October  1,  2006  in  order  that  such  proposals  may  be 
considered  for  funding  the  FY  2007-2008  Public  Education  Enrichment  Fund  funding 
requirement  of  $30.0  million  during  the  Board  of  Supervisors  hearings  mandated  by  the 
Charter  to  be  held  by  December  15,  2006.  If  SFUSD  is  unable  to  fully  develop  such 
proposals,  possibly  because  of  a lack  of  understanding  of  City  services,  the  Charter 
allows  SFUSD  to  utilize  Proposition  H funding  to  retain  consultants  to  assist  in 
identifying  potential  in-kind  services.  Therefore,  the  Board  of  Supervisors  should  request 
an  agency  knowledgeable  in  City  services,  such  as  the  Controller's  Office  or  the  Budget 
Analyst's  Office,  to  assist  SFUSD  in  developing  these  proposals  using  Proposition  H 
resources,  either  through  direct  appropriation  or  through  in-kind  services  using  the 
advance  funding  provided  in  FY  2005-2006  for  FY  2006-2007. 


^ For  example,  SFUSD  should  develop  in  a timely  maimer  detailed  requirements  for  constmction 
management  services  as  to  allow  the  City's  Department  of  Public  Works  to  develop  a work  plan  and  cost 
proposal. 
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Honorable  Aaron  Peskin,  President  of  the  Board  of  Super\' isors, 
and  Members  of  the  Board  of  Supervisors 
City  and  County  of  San  Francisco 
September  30,  2005 


Finally,  this  report  has  been  written  under  the  supposition  that  the  advance  funding  of  the 
remaining  direct  financial  assistance  of  SI 2.2  million  provided  to  SFUSD  in  FY  2005- 
2006  for  FY  2006-2007  will  not  be  rescinded^.  However,  because  SFUSD  has  not  yet 
provided  a spending  plan  for  FY  2006-2007,  in-kind  services  could  potentially  be  a 
component  of  tlie  FY  2006-2007  funding  requirements  for  SFUSD.  This  would  enable 
any  direct  financial  assistance  previously  appropriated  and  reserved  in  FY  2005-2006  for 
SFUSD  to  be  allocated  to  other  uses,  such  as  ftmding  the  $6.7  million  in  FY  2006-2007 
for  the  Children  and  Families  First  Commission. 


Respectfully  submitted. 


Budget  Analyst 

cc;  Supervisor  Alioto-Pier 
Supervisor  Ammiano 
Supervisor  Daly 
Supervisor  Dufty 
Supervisor  Elsbemd 
Supervisor  Ma 
Supervisor  Maxwell 
Supervisor  McGoldrick 
Supervisor  Mirkarimi 
Supervisor  Sandoval 
Mayor  Newsom 
Clerk  of  the  Board 
Controller 
Noelle  Simmons 
Ted  Lakey 
Cheryl  Adams 


* As  previously  noted,  $1.1  million  of  the  original  $13.3  million  advance  funding  for  FY  2006-2007,  which 
was  reserved  in  FY  2005-2006,  has  been  released  for  expenditure  in  FY  2005-2006  by  the  Board  of 
Supervisors  Budget  and  Finance  Committee,  resulting  in  $12.2  million  remaining  on  reserve  until  such 
time  as  a spending  plan  for  FY  2006-2007  is  developed  by  SFUSD  and  approved  by  the  Board  of 
Superv'isors. 
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FY  2005-06  Budget  Recommendations  Not  Taken 


Attachment  I 


Page  1 of  4 


Position 

Object  Title  Position  Number 


Savings 


FIR  - Fire  Department  AEC  Suppression 


002  Permanent  Battalion  Chief  H-40  A 
Salaries  - (Fire 
Uniform  Department) 


$ 496,359 


Eliminate  one  H-40  Battalion  Chief  position  (4.20  FTEs)  from  the  Annual 
Salary  Ordinance  in  FY  2006-07,  reducing  the  daily  number  of  H-40  Battalion 
Chief  positions  from  nine  to  eight,  for  the  following  reasons: 

(1)  During  the  194  greater  alarm  fires  in  the  four  calendar  year  period  from 
2001  through  2004,  eight  or  fewer  H-40  Battahon  Chiefs  were  required  to 
respond  to  190  simultaneous  greater  alarm  and  non-greater  alarm  fires  (97.9 
percent  of  the  total  194  greater  alarm  fires).  Nine  H-40  Battalion  Chiefs  were 
required  for  only  four  simultaneous  greater  alarm  and  non-greater  alarm  fires 
(2.1  percent  of  the  total  194  greater  alarm  fires).  The  nine  H-40  Battalion 
Chiefs  were  required  for  a total  of  29  minutes  and  53  seconds  during  the  four 
calendar  year  period,  which  is  equivalent  to  approximately  7.5  minutes  per 
year.  The  current  annual  cost  of  staffing  a ninth  H-40  Battalion  Chief  position 
for  these  7.5  minutes  per  year  is  $633,812,  including  mandatory  fringe  benefits. 
This  equates  to  $84,508  per  minute,  plus  any  applicable  premium  pay  and 
overtime. 

(2)  In  the  extremely  rare  event  that  more  than  nine  H-40  Battalion  Chiefs  are 
required  at  one  time  (for  example,  in  a mass-casualty  terrorist  event  or  natural 
disaster),  the  Department  has  numerous  H-30  Captains  who  have  the 
experience  to  assume  H-40  Battalion  Chief  functions,  if  required.  Backfilling 
of  on-duty  personnel  due  to  H-30  Captains  being  required  to  act  in  the  higher  H' 
40  Battalion  Chief  rank  would  only  result  in  a shortfall  of  personnel  if  there 
were  no  surplus  personnel  on  duty  in  a given  day.  The  frequency  with  which 
the  Department  has  more  than  the  daily  minimum  five  H-10  Chiefs  Operator 
positions  on  duty  suggests  this  is  unlikely.  Finther,  during  lengthy  catastrophic 
events,  the  Department  can  recall  its  off-duty  members  to  provide  additional  or 
rehef  staffing. 

(3)  The  ongoing  practice  of  "browning  out"  between  two  and  six  pieces  of  fire 
suppression  apparatus  per  day  further  reduces  the  need  for  more  than  eight  H- 
40  Battalion  Chiefs  in  terms  of  direct  management  responsibihties. 

(4)  The  37  percent  reduction  in  false  calls  from  street  call  boxes  as  a result  of 
the  pilot  installation  of  anti-tamper  devices  further  reduces  the  need  for  nine  H- 
40  Battalion  Chiefs.  Anti-tamper  devices  are  to  be  installed  on  all  street  call 
boxes  in  FY  2005-06  which  should  further  reduce  false  calls. 
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F^  2005-06  Budget  Recommendations  Not  Taken 


Attachment  I 

Page  2 of  4 


Position 

Ohject  Title  Position  Number 


Sa>1ngs 


(5)  Approximately  70  percent  of  the  Department's  workload  is  related  to 
cmergencN'  medical  service  calls.  Quality  assurance  of  the  emergency  medical 
personnel  working  in  the  field  is  the  responsibihty  of  the  four  H-33  Captains 
(Emergency  Medical  Services)  who  work  in  the  field  each  day.  This  workload 
is  not  directly  managed  by  the  H-40  Battahon  Chiefs,  although  H-40  Battalion 
Chiefs  can  have  a role  in  emergency  scene  management,  coordination  with 
other  agencies,  and  compliance  with  procedural  rules.  Under  California  State 
Health  and  Safety  Code,  Division  2.5,  Section  1798.6,  "Authority  for  patient 
health  care  management  in  an  emergency  shall  be  vested  in  that  licensed  or 
certified  health  care  professional,  which  may  include  any  paramedic  or  other 
prehospital  emergency  personnel,  at  the  scene  of  the  emergency  who  is  most 
medically  qualified  specific  to  the  provision  of  rendering  emergency  medical 
care."  Under  the  San  Francisco  Emergency  Medical  Services  Agency's  Scene 
Management  Pohey  (No.  4041),  "Paramedics  have  medical  authority  over 
Emergency  Medical  Technicians,  First  Responders,  and  law  enforcement 
personnel." 

(6)  For  the  reasons  outlined  above,  there  is  no  increased  risk  to  human  life  nr 
property  as  a result  of  implementing  this  recommendation. 

(7)  No  layoffs  would  result  fi-om  implementing  this  recommendation  because 
the  Department  has  12  "true  vacancies"  in  its  H-40  Battalion  Chief  rank  ("true 
vacancies"  are  the  number  of  vacant  positions  plus  the  number  of  employees 
acting  in  higher  ranks,  minus  acting  assignments  in  each  rank). 


002  Premium  Pay  50,770 

Reduce  Premium  Pay  for  one  Battalion  Chief  position  recommended  for 
elimination  above. 

002  Overtime  15,931 

Reduce  Overtime  for  one  Battalion  Chief  position  recommended  for 
elimination  above. 

013  Mandatory  Fringe  Benefits 

Corresponds  to  reductions  in  Permanent  Salaries  - Uniform.  108  852 


Total  Fire  Department  Savings 


$ 671,912 
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FY  2005-06  Budget  Recommendations  Not  Taken 

Position 

Object  Title  Position  Nnmber 


DAT  - District  Attorney,  AIA  Felony  Prosecution 

Attorney  / 

Permanent  Chief  Assistant  8177  / 

001  Salaries  Investigator  8135 

On  June  16,  2005,  the  Mayor's  Office  presented  the  Budget  Analyst  with 
technical  adjustments  to  the  FY  2005-06  Recommended  Budget,  which 
included  five  new  General  Fund  positions  to  support  proposed  new  initiatives 
in  the  District  Attorney's  Office.  These  positions  include  four  8177  Attorney 
positions  and  one  8135  Chief  Assistant  Investigator  position  to  be  hired  in 
January  of  2006,  with  total  FY  2005-06  estimated  salaiy  costs  of  $298,913  and 
total  annual  salary  costs  of  $527,199.  The  Budget  Analyst  considers  these  five 
new  General  Fund  positions  to  support  the  District  Attorney’s  new  initiatives  to 
be  a policy  matter  for  the  Board  of  Supervisors. 

013  Mandatory  Fringe  Benefits 

Corresponds  to  reductions  in  Permanent  Salaries. 

Total  District  Attorney  Savings 


CPC  - City  Planning,  FDP  Current  Planning 


001  Permanent  Planner  III  5291 

Salaries 

Eliminate  two  5291  Planner  III  positions  added  in  FY  2005-06  for  total  salary 
savings  of  $165,312  and  fiinge  benefit  savings  of  $49,098  because  the 
Department  has  not  completed  a fee  study  to  cover  these  costs  and  has  existing 
vacant  Planner  positions  to  address  the  Department's  backlog  of  building 
permits  and  other  cases. 

013  Mandatory  Fringe  Benefits 

Corresponds  to  reductions  in  Permanent  Salaries. 


Attachment  I 

Page  3 of  4 

Savings 


$ 527,199 


156,578 
$ 683,777 


$ 165,312 


49,098 
$ 214,410 
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F\  2005-06  Budget  Recommendations  Not  Taken 


Attachment  I 

Page  4 of  4 


Position 

Object  Title  Position  Number 


Savings 


CRT  - Superior  Court  AML  Indigent  Defense/Grand  Jury 

026  Court  Fees  and  Other  Compensation  $ 200,000 

Reduce  Court  Fees  and  Other  Compensation  by  $200,000.  Indigent  Defense 
Program  referrals,  number  of  billings,  and  overall  caseload  have  decreased 
from  FY  2003-04  to  FY  2004-05  and  the  billing  backlog  has  also  been 
eliminated.  In  FY  2004-05,  although  the  Indigent  Defense  Program  budget 
was  $6,976,852  and  total  projected  expenditures  were  $7,236,852  resulting  in 
a requested  supplemental  appropriation  of  $260,000,  the  Budget  Analyst 
notes  that  the  request  for  the  $260,000  supplemental  appropriation  was  for 
"extraordinary  criminal  case  expenses  " of  two  multiple  defendant  murder 
cases  and  the  unexpected  billmgs  for  the  “Fajita-gate”  trials. 


Total  Budget  Recommendations 


1,770,099 


I'  ■ . 

j Attachment  II 

] Page  1 of  10 

j Summary  OF  ABSENTEEISM  ANALYSIS 

I The  Budget  Analyst’s  Office  has  reviewed  sick  leave  and  disability  leave  management 
* practices  in  four  pubHc  protection  departments:  Fire  Department,  Juvenile  Probation 
Department,  Pohce  Department,  and  Sheriff  Department.  Previous  analyses  of  these 
entities  have  shown  that  pubhc  protection  departments  have  higher  leave  usage  on 
average  and  that  either  backfilling  for  absenteeism^  or  staff  shortages  for  fixed  posts, 
such  as  required  staffing  levels,  often  dictate  overtime  use  to  staff  fire  stations  or  jails. 
In  such  cases,  management  controls  of  absenteeism^  are  essential  and  should  be  given 
continuous  attention  from  top  management  in  order  to  maximize  delivery  of 
departmental  services,  protect  against  overstaffing  and  reduce  overtime  and  other 
related  costs.  Table  1 belov7  highlights  two  key  indicators  related  to  absenteeism  in  FY 
2004-2005  for  the  four  departments. 


Table  1:  Key  Measures  Related  to  Absenteeism,  FY  2004-2005 


Paid  Sick  Leave  as  a 
Percentage  of 
Salaries^ 

Total  Projected 
Overtime  Costs^ 

Fixe 

6.3% 

$7,519,035 

Juvenile  Probation 

4.8% 

$1,023,450 

Pohce 

3.1% 

$11,200,0005 

Sheriff 

5.6% 

$3,751,921 

Total 

$23,494,406 

;i  Based  on  our  analyses  of  the  extent  of  absenteeism  at  these  departments  and  oui 
i review  of  controls  in  managing  and  monitoring  absenteeism,  we  conclude  that  more  can 
: be  done  by  these  departments  to  reduce  absenteeism  resulting  from  sick  leave  and 
I worker’s  compensation  leave.  Table  2 provides  a summary  of  the  various  best  practices 
I and  controls  currently  used  by  departments  in  managing  and  monitoring  absenteeism 
• -andJ^ey-cantroIsmot-inmse Jbyrthemesp  e ctive  dep  artme  nt s . 


1 Abseiiteeiain.  is  referred  to  herein  as  failure  of  employees  to  report  for  work  when  they  are  scheduled  foi 
work.  For  the  purposes  of  our  study,  we  include  both  sick  leave  and  worker’s  compensation  (or  disability) 
kave  ia  defining  absenteeism. 

2 These  controls  include  vacation/time  off  scheduling  controls,  reducing  abuse  of  sick  time,  reducing 
worker’s  compensation  claims,  effectively  managing  temporary  disability  employees,  and  periodic  review 
and  evaluation  of  management  pohcies  related  to  the  number  of  fised  posts  staff. 

3 Controller’s  data  for  the  first  sis  months  of  fiscal  year  2004-2005  (July  2004-December  2004). 

These  overtime  costs  include  overtime  incurred  that  is  not  the  result  of  absences. 

= This  figure  represents  the  projected  General  Fund  overtime  expenses  for  the  Pohce  Department  in  FY 
2004-2005  and  excludes  overtime  costs  paid  for  by  special  fund  and  grant  sources.  The  FY  2004-2005 
General  Fimd  budget  for  overtime  is  $9,294,537.  Further,  it  should  be  noted  that  approximately  $1 
milhon  of  the  projected  overtime  costs  are  pa3nnents  to  retirees  to  close  out  their  accrued  compensatory 
time  and  sick  leave  pay  under  the  wellness  program. 
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Attachment  II 
Page  2 of  10 


Sumnidty  of  Absenteeism  Analysis  for  Public  Protection  Departments 


Table  2.  Department  Measures  to  Manage  and  Monitor  Absenteeism 


.MEASURES  TO  M.VNAGE  AND 
.MO N 1 TO R A BSENTEE ISM 

FIRE 

JITV^ENILE 

PROBATION 

POLICE^ 

SHERIFF 

1.  Has  departmental  policies 
and  procedures  on  sick  leave, 
extended  sick  leave,  and 
worker's  compensation  leave 

Yes 

Yes 

Yes 

Yes 

2.  Has  departmental  return-to- 
work  policies  and  procedures 

Yes 

Yes 

Yes 

Yes 

:i.  Has  departmental  policies 
defining  excessive 
absenteeism  or  sick  leave 
abuse 

No 

Yes 

Yes 

Yes 

4.  Has  internal  policies  and 
procedures  regarding 
disciplinary  actions 
involving  leave  abuse 

No 

Yes 

Yes 

Yes 

5.  Enforces  progressive 
disciplinary  actions  in 
addressing  leave  abuse 

No 

Yes 

Yes 

Yes 

(i.  Regularly  keeps  track  of  all 
types  of  leave  (including  sick 
leaves  less  than  5 days) 

No 

No 

Yes 

Yes 

7.  Electronically  tracks  all 

types  of  leave  (including  sick 
leave  less  than  5 days) 

No 

No 

Yes 

Yes 

8.  Regularly  meets  to  discuss 
staff  use  of  extended  sick 
leaves  and/or  worker's 
compensation  leaves 

No 

Yes 

Yes 

No 

9.  Regularly  conducts 

departmental  studies  on 
leave  use  patterns  and 
potential  abuse 

No 

Yes 

Yes 

No 

10.  Systematically  collects  and 
analyzes  disciplinary  actions 
data  involving  sick  leave 
abu.se 

No 

No 

No 

No 

.‘^though  Pobce  Department  officials  informed  the  Budget  Analyst  that  they  exercise  measures  # 6 
u".  ,:ularly  keeps  track  of  all  tj-pes  of  leave).  #8  (regularly  meets  to  discuss  staff  use  of  extend  leave),  and 
H 9 (regularly  conducts  departmental  studies),  we  were  unable  to  obtain  corroborating  evidence  to 
upport  the  department's  claims  as  of  the  writing  of  this  report. 

BOARD  OF  SUPERVISORS 
BUDGET  ANALYST 
16 


Attachment  H 
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Summary  of  Absenteeism  Analysis  for  Public  Protection  Departments 

As  can  be  seen  in  Table  2 above,  the  Fire  Department  only  employs  two  of  the  10  best 

practices  (20  percent),  the  Jnvenile  Probation  Department  has  implemented  seven  of 
. the  10  (70  percent),  the  Pohce  Department  utilizes  nine  of  the  10  (90  percent)  and  the 

Sheriffs  Department  utilizes  seven  of  the  10  best  practices  (70  percent). 

The  Budget  Analyst  reviewed  pa3nroIl  data  and  found  several  examples  of  leave  abuse 
; by  employees  of  the  subject  departments,  including  the  following: 

I • Taking  paid  sick  leaves  immediately  before  or  after  scheduled  leaves  (e.g.,  vacation, 
compensatory  time  off,  floating  hohdays,  personal  leaves,  etc.).  The  most  common 
j type  of  this  is  taking  a paid  sick  leave  after  a vacation. 

I • Taking  paid  sick  leaves  in  the  middle  of  other  scheduled  leaves.  In  one  instance,  one 
staff  took  the  following  set  of  leaves  within  a span  of  5 consecutive  days:  1 day 
disability  pay,  then  2 consecutive  days  of  paid  vacation  days,  followed  by  1 day  of 
paid  sick  leave,  then  finally  1 day  of  paid  vacation. 

• Repeatedly  taking  paid  sick  leaves  during  the  weekends  or  combining  a sick  leave 
day  with  another  type  of  leave  to  obtain  a combination  of  days  on  Saturdays  and 
Sundays. 

• Taking  paid  sick  leaves  during  regular  intervals  (e.g.,  taking  2 consecutive  Fridays 
; during  the  span  of  3 pay  periods). 

1 * Using  paid  sick  leave  every  other  scheduled  workday.  For  example,  some  fixed-post 
I staff  worked  one  day  then  took  a paid  sick  leave  during  the  next  scheduled  work 
day  then  worked  during  the  following  scheduled  day  then  took  another  paid  sick 
leave  again  (i.e.,  a work-sick- work-sick  pattern  of  leave  abuse). 

I 

^-The— Bud^et-^^alys^eanalu4es— tha-t— absantedam— can— ba-4danti£ed-,-curta-iled-r— and- 
j reduced  to  an  acceptable  level  only  by  continuous  attention  from  top  management  and 
; implementation  of  appropriate  management  controls.  In  general,  we  recommend  that 
' relevant  management  staff  at  the  Fire,  Juvenile  Probation,  Police,  and  Sheriff 
' Departments  should: 

I • Ensure  that  all  staff  are  aware  of  the  specifications  and  implications  of  the 
department’s  leave  pohcies  and  procedures; 

• Regularly  and  electronicall3v  collect  and  analyze  data  on  leave  usage  involving  AXL 
types  of  short-term  and  long-term  absences  in  order  for  departments  to  effectively 
measure  the  absence  rate,  monitor  and  study  leave  usage  and  potential  abuse,  and 
ultimately  combat  absenteeism; 
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• Require  supervisors  and  higher-level  management  to  take  more  timely  and 
progressive  disciplinary  action  against  employees  who  exhibit  leave  practices  that 
appear  to  be  abusive  and  collect  data  pertaining  to  disciplinary  actions;  and 

• Obtain  commitment  of  top  management  to  actively  manage,  monitor  and  reduce 
absenteeism,  especially  those  arising  from  abuse. 

Recognizing  that  each  department  has  its  own  unique  needs  and  circumstances,  we 
have  also  provided  department-specific  recommendations,  which  are  discussed  in  the 
sections  of  this  report. 

The  Budget  Analyst  further  concludes  that  potential  overtime  savings  can  be  realized  if 
these  departments  continue  to  be  proactive  in  its  leave  policy  enforcement  and  if  the 
departments  implement  our  general  and  speci&c  recommendations  to  better  monitor 
and  manage  absenteeism.  In  calculating  the  departments’  potential  overtime  savings 
that  could  result  from  additional  management  controls,  we  estimated  that  the 
departments  could  potentially  decrease  their  annual  overtime  costs  between  3 percent 
and  10  percent.'^  Applying  this  range  of  percentage  to  departments’  projected  overtime 
expenditures  for  the  current  fiscal  year,  Table  3 below  shows  the  estimated  range  of 
potential  overtime  savings: 


Table  3.  Potential  overtime  savings  that  could  result  from  increased  management 
and  control  of  absenteeism 


Departments 

Potential  3 Percent  Annual 

Potential  10  Percent  Annual 

Savings  on  Overtime  Costs 

Savings  on  Overtime  Costs 

Juvenile  Probation 

$30,704 

$102,345 

Fire 

$225,571 

$751,904 

Pohce® 

$336,000 

$1,120,000 

Sheriff 

$112,558 

$375,192 

Total 

$704,833 

$2,349,441 

’ Since  the  departments  could  not  provide  us  with  an  estimate  of  the  percentage  of  their  sick  leaves 
resulting  from  potential  abuse,  we  decided  to  come  up  with  a range  of  percentage  overtime  savings, 
which  is  primarily  based  on  a quick  analysis  conducted  by  the  Juvenile  Probation.  See  Appendix  1 for  an 
explanation  of  how  we  derived  our  estimates. 

® The  Budget  Analyst  recognizes  that  the  Pohce  Department  does  not  have  minimum  staffing  or  fixed 
post  staffing  requirements  and,  therefore,  does  not  backfill  as  a result  of  vacancies  and  various  types  of 
absences.  Despite  the  fact  that  a one-to-one  relationship  between  absenteeism  and  overtime  does  not 
exist,  we  still  included  the  Pohce  Department  in  calculating  potential  overtime  savings  because  we 
beheve  that  some  overtime  costs  are  accrued  by  the  department  as  an  indirect  result  of  sick  leave  usage 
(e.g.,  due  to  staff  having  to  work  overtime  to  perform  some  of  the  duties  left  unattended  by  the  absent 
staff). 
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Detailed  List  of  Recommendations  bv  Department 

The  detailed  listing  of  recommendations  by  Department  is  provided  below. 

Juvenile  Probation 

The  Juvenile  Probation  Department  has,  in  recent  months,  actively  enforced  its  leave 
and  worker’s  compensation  pohcies  and  procedures.  However,  we  conclude  that  more 
can  be  done  to  further  monitor  and  manage  absenteeism. 

• Regularly  track  and  analyze  data  on  all  types  of  daily  absences,  including  sick 
leaves  that  are  less  than  5 days  (instead  of  only  long  term  use  of  sick  leave),  for  each 
employee  to  determine  possible  patterns  of  leave  abuse.  In  our  analysis  of  the 
department’s  payroll  data  containing  all  types  of  leaves  taken  by  Juvenile  Hall 
staff,  we  found  some  potential  patterns  of  paid  sick  leave  abuse.  Such  patterns 
could  only  be  detected  if  the  department  regularly  collected  sufhcient  data  on  all 
leave  types. 

• Develop  more  specific  departmental  pohcies  and  procedures  on  and  regularly 
monitor  vacation  and  compensatory  time  usage  in  order  to  minirnize  these  absences’ 
overall  impact  on  overtime.  As  previously  mentioned,  the  Department’s  current 
vacation  pohcy  requires  the  approval  of  the  Chief  Probation  Officer  or  his.dier 
designee,  who  must  take  into  consideration  the  staffing  needs  of  the  department. 
The  Department  should  develop  more  specific  guidelines  (e.g.,  taking  into 
consideration  previous  requests,  leave  requests  from  other  staff,  trends  in  leave 
usage,  workload  cycles,  etc.)  for  leave  approval  to  ensure  that  departmental 
facilities  are  adequately  staffed.  Management  oversight  of  ALL  types  of  absences  is 
necessary  in  order  to  schedule  leave  in  a manner  that  would  minimize  the 
department’s  need  for  overtime. 

I • Collect  data  and  'records  on  all  disciplinary  actions  taken  by  the  department  to 
ensure  that  proper  procedures  are  followed  in  enforcing  its  leave  use  and  abuse 
pohcies. 

• Train  supervisors  on  how  to  better  monitor  sick  leave  use  and  abuse,  including 
informing  them  specifically  about  the  department’s  pohcies  regarding  what 
constitutes  sick  leave  abuse  (Juvenile  Hall  Policies  and  Procedures  Section  3.16T). 

! • Institute  higher-level  management  (i.e.,  above  supervisors)  oversight  of 

absenteeism  in  order  to  enhance  accountabihty. 

i 
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Fire  Department 

The  Fire  Department  has  implemented  some  measures  to  manage  and  reduce 
absenteeism.  However,  we  conclude  that  more  can  be  done  to  further  monitor  and 
manage  absenteeism  in  the  department. 

• Draft  departmental  written  policies  on  disciplinary  actions  for  absenteeism. 

• Formally  define  leave  abuse  (e.g.,  sick  leave  abuse),  including  clarifying  the 
threshold  for  discipLLnaiy'  actions  related  to  sick  leave  abuse. 

• Draft  policies  and  procedures  on  disciplinary  consequences  for  employees  who  do 
not  respond  to  the  letter  requiring  that  thoy  file  leave  forms. 

• Regularly  monitor  sick  calls  less  than  5 days  in  order  for  the  department  to  observe 
the  employee’s  attendance  record  and  monitor  possible  patterns  of  leave  abuse  over 
time. 

• Regularly  compile  and  analyze  pa^ToU  data  in  an  electronic  format  (containing  daily 
attendance/absence  records  for  each  fixed  post  stafO  so  it  can  be  analyzed  for 
patterns  of  sick  leave  abuse. 

Police  Department 

The  Police  Department  has  implemented  some  measures  to  manage  sind  reduce 
absenteeism.  How'ever,  we  believe  that  more  can  be  done  to  further  monitor  and 
manage  absenteeism  in  the  department. 

Some  of  the  following  Budget  Analyst  recommendations  are  subject  to  negotiation 
between  the  Police  Officer’s  Association  and  the  City.  The  Department’s  ability  to 
implement  some  of  the  recommendations  is  hmited  by  its  obligation  to  administer  the 
collective  bargaining  agreement,  which  will  expire  on  June  30,  2007. 

• Formally  define  sick  leave  abuse  in  the  Department’s  General  Order  11.10, 
including  clarifying  the  threshold  for  disciplinary  actions  related  to  sick  leave 
abuse. 

• Consider  reducing  the  maximum  length  of  allowable  modified  duty  from  365  days  to 
a lower  number  of  days  in  future  negotiations  of  the  collective  bargaining 
agreement. 

• Provide  incentives  and  training  for  supervisors  to  monitor  sick  leave  abuses. 
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• Institute  higher  level  management  oversight  of  absenteeism,  including  oversight 
from  the  Personnel  Division. 

• Track  counseling  actions  taken  concerning  sick  leave  abuse,  even  though  they  are 
not  disciplinary  in  nature.  Do  this  without  personnel  information  included,  so  as  to 
prevent  violation  of  the  collective  bargaining  agreement. 

• Compile  pa3n:oll  data  in  an  electronic  format  so  it  can  be  easily  analyzed  for 
patterns  of  sick  leave  abuse.  As  previously  mentioned,  in  our  analysis  of  payroll 

I data,  there  are  some  possible  abuses  in  which  sick  leaves  with  pay  were  taken 
immediately  before  or  after  regularly  scheduled  days  off  and  other  types  of 
authorized  leaves. 

• Consider  alternate  schedules.  Police  officers  in  district  stations  work  four-day,  ten 
hour  shifts  each  week  (known  as  a 4/10  schedule).  According  to  the  1996  Budget 
Analyst  management  audit  of  the  Police  Department,  “If  the  SFPD  were  to  return 
to  the  5/8  schedules,  absences  would  have  less  of  an  affect  on  police  coverage.  If  an 
officer  on  a 4/10  schedule  takes  the  day  off,  his/her  total  hours  worked  during  that 
week  is  reduced  by  10  hours,  compared  to  the  eight  under  the  5/8  schedule.”  The 
audit  estimated  that  the  implementation  of  a 5/8  schedule  a district  stations  would 
provide  the  equivalent  of  30  additional  officers  at  no  additional  cost,  thereby 

: reducing  the  impacts  of  absenteeism  on  the  Department’s  service  delivery. 

Sheriffs  Department 

I The  Sheriffs  Department  has  implemented  some  measures  to  manage  and  reduce 
I absenteeism.  However,  we  conclude  that  more  can  be  done  to  further  monitor  and 
I manage  absenteeism  in  the  department. 

^ • Compile  payrroU  data  in  electronic  format  so  it  can.be  easily  analyzed  for  patterns  of 
I sick  leave  abuse.  As  previously  mentioned,  in  our  analysis  of  payroll  data,  there  are 

[ some  possible  abuses  in  which  sick  leaves  with  pay  were  taken  immediately  before 

or  after  regularly  scheduled  days  off  and  other  types  of  authorized  leaves. 

j • Regularly  require  reports  from  jails  and  other  divisions  as  to  what  overtime  hours 
are  attributable  to  sick  leave  and  tardiness. 

s Provide  additional  ongoing  training  for  supervisors  in  how  to  monitor  sick  time  and 
identify  sick  leave  abuses. 

• Provide  incentives  and  tools  for  supervisors  to  monitor  sick  leave  abuses. 
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• Instinite  higher  level  management  oversight  of  absenteeism. 


• Implementing  alternate  schedules,  such  as  a combination  of  8-hour  and  12-hoin 
shifts  at  county  jails,  as  staffing  levels  allow. 

• In  discussions  with  the  Deputy  Sheriffs  Association  regarding  the  new 
Memorandum  of  Understanding  in  FY  2005-2006,  discuss  the  inclusion  of  the 
following  types  changes  that  would  reduce  overtime  costs  that  are  the  result  of 
compensatory'  time  use:  (a)  a maximum  time  in  which  compensatory  time  hours 
may  be  used,  (b)  limits  on  total  compensatory  time  hours  that  may  be  accrued,  and 
(c)  the  substitution  of  all  compensatory  time  accrual  with  overtime  pay. 


Objective.  Scone  and  Methodolosrv 

The  Budget  Analyst  was  directed  to  conduct  a study  on  absenteeism  at  the  Fire, 
Juvenile  Probation,  Police  and  Sheriff  Departments  to  identify  the: 

• Enectiveness  of  policies  and  procedures  for  monitoring  sick  leave,  extended  sici 
leave,  and  workers  compensation  leave  in  uniform  departments,  and 

• Potential  overtime  savings  from  reduced  absenteeism  in  these  departments  witt 
fixed  post  staffing  or  minimum  staffing  levels. 

As  part  of  this  study,  we  collected  information  on  each  of  the  public  protection 
departments  with  fixed  post  or  minimum  level  staff  and  we  1)  reviewed  staffing 
requirements;  2)  examined  pohcies  and  procedures  for  approving  leave  and  controlling 
absenteeism;  3)  analyzed  payroll  and  other  departmental  records,  as  well  as  reports 
issued  by  external  entities  (e.g.,  the  Controller’s  Office,  Workers  Compensation 
Division,  etc.h  to  determine  patterns  of  leave  usage  and  actions  taken  to  nrevent 
excessive  absences;  and  4)  interviewed  department  officials  responsible  for  leave 
management  and  control  of  absenteeism.  In  addition,  we  also  calculated  potential 
overtime  sa\*ings  from  reduced  absenteeism  based  on  available  overtime  usage  and 
expenditure  information. 
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Conclusion 

The  Budget  Analyst  concludes  that  absenteeism  can  be  identified,  curtailed,  and 
reduced  to  an  acceptable  level  only  by  continuous  attention  from  top  management  and 
implementation  of  appropriate  management  controls.  In  general,  we  recommend  that 
relevant  management  staff  at  the  Fire,  Juvenile  Probation,  Police,  and  Sheriff 
Departments  should: 

• Ensure  that  all  staff  are  aware  of  the  specifications  and  imphcations  of  the 
department’s  leave  policies  and  procedures; 

• Regiilarly  and  electronically  collect  and  analyze  data  on  leave  usage  involving  ALL 
types  of  short-term  and  long-term  absences  in  order  for  departments  to  effectively 
measure  the  absence  rate,  monitor  and  study  leave  usage  and  potential  abuse,  and 
ultimately  combat  absenteeism; 

• Require  supervisors  and  higher-level  management  to  take  more  timely  and 
progressive  disciplinary  action  against  employees  who  exhibit  leave  practices  that 
appear  to  be  abusive  and  collect  data  pertaining  to  disciplinary  actions;  and 

• Obtain  commitment  of  top  management  to  actively  manage,  monitor  and  reduce 
absenteeism,  especially  those  arising  from  abuse. 

Recognizing  that  each  department  has  its  own  unique  needs  and  circumstances,  we 
have  also  provided  department-specific  recommendations,  which  are  discussed  in  the 
sections  of  this  report. 

The  Budget  Analyst  further  concludes  that  potential  overtime  savings  can  be  reahzed  if 
these  departments  continue  to  be  proactive  in  its  leave  pohcy  enforcement  and  if  the 
departments  implement  our  general  and  specific  recommendations  to  better  monitor 
I and  manage  absenteeism.  In  calculating  the  departments’  potential  overtime  savings 
: that  could  result  from  additional  management  controls,  we  estimated  that  the 
’ departments  could  potentially  decrease  their  annual  overtime  costs  between  3 percent 
! and  10  percent.  i\.pplying  this  range  of  percentage  to  departments’  projected  overtime 
! expenditures  for  the  current  fiscal  year,  Table  3 below  shows  the  estimated  range  of 
I potential  overtime  savings: 
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Table  3.  Potential  overtime  savings  that  could  result  from  increased  management 
and  control  of  absenteeism 


Departments 

Potential  3 Percent  Annual 

Potential  10  Percent  Annual 

Savings  on  Overtime  Costs 

Savings  on  Overtime  Costs 

Juvenile  Probation 

$30,704 

$102,345 

Fire 

$225,571 

$751,904 

Police 

$336,000 

$1,120,000 

Sheriff 

$112,558 

$375,192 

Total 

$704,833 

$2,349,441 
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ARLENE  ACKERMAN 
Superintendent  of  Schools 


San  Francisco  Unified  School  Districr 
555  Franklin  Street,  Room  301 
San  Francisco,  CA  94102 


November  1,  2004 

The  Honorable  Members  of  the  Board  of  Supervisors 
Board  of  Supervisors 
City  Kail 
Room  200 

San  Francisco,  CA  941 10 

Dear  Members  of  the  Board  of  Supervisors, 

The  San  Francisco  Unified  School  District  is  pleased  to  submit  this  proposal  for  in-kind  services  that 
could  be  provided  to  the  District  by  the  City  to  teher  the  educational  goals  and  operations  of  the  District 
through  the  Public  Education  Enrichment  Fund.  The  Arts,  Music,  Sports  and  Pre-School  Every  Child 
Amendment  of  2003  specifies  that  $10  million  above  baseline  appropriations  will  be  directed  to  the 
SFUSD  and  the  First  Five  Commission  in  fiscal  year  2005-2006,  of  which  at  least  two-thirds  shall  be 
comprised  of  direct  financial  support.  The  remaining  third  is  to  be  provided  through  direct  financial 
assistance  from  the  Public  Education  Enrichment  Fund  or  in-kind  services  of  equal  value. 

The  Board  of  Education  has  appointed  a Community  Advisory  Committee  on  Proposition  H.  This  group 
is  currently  working  to  gather  input  and  prepare  recommendations  to  the  Superintendent  based  on  the 
current  services  provided  and  the  needs  expressed  by  the  community. 

While  our  planning  work  continues,  this  letter  is  provided  to  comply  with  section  16.123-5  which  requires 
the  District  to  request  proposals  for  possible  in-kind  services  from  City  departments.^  The  District  would 
prefer  the  “other  .support”  to  be  provided  in  through  direct  financial  assistance  to  fund  priorities  such  as 
learning  support  services,  nurses  and  counselors  in  our  schools.  However,  there  are  a number  of  services 
that  possibly  could  be  provided  by  City  departments  to  further  the  educational  and  operational  goals  of 
the  District. 

In  general,  there  are  several  elements  of  proposals  from  City  departments  that  will  be  necessary  to 
determine  the  efficacy  of  in-kind  services. 


Section  I6.123-5(h)  No  later  than  six  month;;  after  the  effective  date  of  this  measure,  the  School  District  shall  sumit  to  the 
Board  of  Supervisors  proposals  for  in-kind  services  that  could  be  provided  by  the  City  to  the  District  to  further  the  educational 
goals  and  operations  of  the  District.  The  Board  shall  distribute  those  proposals  to  all  City  departments  having  expertise  in 
providing  or  capability  to  provide  such  in-kind  services,  and  no  later  than  nine  months  after  the  effective  date  of  thi.?  measure, 
the  departments  will  respond  to  the  Board  with  proposal.s  to  provide  such  in-kind  services  to  the  District.  The  School  District 
may  use  any  direct  financial  support  provided  under  this  section  to  hire  consultants  to  help  identify  possible  in-kind  services 
The  Board  of  supervisors  may,  by  ordinance,  provide  for  continuation  of  this  planning  process  during  the  subsequent  term  of 
the  measure.  ^ 
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• What  arc  the  proposed  rates  for  services  provided? 

• Arc  the  services  in  question  ongoing  services  or  new  services? 

■ What  previous  experience  does  the  department  in  question  have  in  providing  these  services? 

• How  will  the  employees  providing  these  services  be  supervised?  (By  the  home  agency  or 
SFUSD?) 

- W'ho  will  maintain  liability  for  the  services  and  employees  providing  services? 


Specific  cases  of  potential  support  from  City  departments  are  listed  below. 


Agency 

Potential  In-Kind  Service 

\ Department  of  Children,  Youth  and  Their  Families 

Expansion  of  Wellness  Centers  into  additional 
school  sites 

j City  Attorney 

Legal  Services 

1 Public  Utilities  Commission 

Utilities  costs 

J Depanment  of  Public  Works 

Construction  Management  Services 

I Recreation  and  Parks  Department 

Field  Upkeep 

Depanment  of  Telecommunications  and  Information 
Services 

Air  time  for  communication  devices  and  financial 
systems 

We  look  fort^’ard  to  continuing  our  collaboration  with  City  agencies  to  fulfill  the  promise  of  Proposition 
H.  Having  submitted  this  letter,  the  District  understands  that  our  next  requirement  is  to  submit  a spending 
plan  on  February  1,  2005.  If  any  additional  is  required  of  the  District  in  respect  to  in-kind  serv'ices,  please 
contact  my  office. 


Sincerely, 


.Arlene  Ackerman 
Superintendent 
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